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The intention of this study is to examine the linkage between the leadership style on employee affective 
commitment to change moderated by the organizational culture. The research adopt a qualitative 
approach through a detail review of the extant literatures. The findings in the extant literature review 
reveals that leadership style is positively related to employee commitment to change and that the 
organizational culture positively moderates the link between leadership style and employee 
commitment to change. The authors are constrained to generalize the findings in this paper to all 
units in the public sector due to the qualitative approach that is adopted. This has created the vacuum 
for future research that need to empirically validate the proposed theoretical linkage. This research 
has explored the gaps in change management literatures by linking the different styles of leadership, 
organizational culture, and how they relate to employee commitment to change. It has equally 
provided a guideline for the public sectors in Yemen on how to achieve effective and efficient 
leadership with change management. 
 




Importantly, one of the many reasons why change efforts failed have been argued to lies in 
humans and their inadequate or lack of commitment to change (HElias, 2009) H. Meanwhile, there is 
established evidence that commitment to change comes from people in the organization (HJick, 
1999) H.  The current researcher observes that when there is commitment from people in the 
organization, the change is more likely to happen smoothly. This view is supported by studies 
such as HShum et al (2007) H and HSvensen et al (2007) H. HElias (2009)H stressed that failure of the 
change mostly came from the human aspect. 
 
In a recent article by Elias (2009), and similar impressive works by Ford et al (2003) and 
Herscovitch and Meyer (2002) indicated that commitment to change is a more important factor 
of support for change than organizational commitment, because commitment to change is more 
concerned with practical change, unlike the organizational commitment. Additionally, past 
studies of commitment have focused mainly on outcomes of commitment to an organization 
(Parish et al., 2008; and Cunningham, 2006), whereas this study examined the leadership and 
organizational culture as antecedents of employee affective commitment to change. Under this, 
Meyer et al (2007) indicated that although commitment is usually referred to as a crucial factor 
of successful implementation of organizational change, but still there are little empirical 
evidence to support this claim. Therefore, this study primarily aims at attempting to bridge the 






OVERVIEW OF ORGANIZATIONAL CHANGE 
Evidences from the extant literatures on organizational change have shown that there are 
disagreements over which model to be adopted in order to achieve effective implementations of 
organizational change. This is because various researchers have discussed organizational change 
in a variety of aspects, in which they have found many approaches with which organizational 
change could be elaborated. Within these streams of researches are Burnes (2004b) that have 
empirically argued in favour of two main approaches toward organizational change i.e. planned 
and emergent change.  
Planned change as been argued as a good initiative upon which an observed area in need 
of change within the organization could be effectively addressed, with emphasis on the 
consequences of dissatisfaction with the status quo. Arguments in support of these are that the 
failures of people in creating continuously adaptive organizations have led to the emergence of 
planned change approach (HDunphy, 1996H).  HArgyris & Schon (1978H) pointed out that planned 
change essentially leads to minor surface change such as leaving organizational assumptions, 
values, and beliefs which are unidentified. Meanwhile, planned change model has been used by a 
number of researchers to help the practitioners make successful implementation of the change.  
Literatures have established emergent change as an ongoing accommodations, 
adaptations and alterations that produce fundamental change without any prior intentions to do 
so.  Furthermore, emergent change can happen when people are not accomplishing routines and 
when they deal with contingencies, breakdowns and opportunities in everyday work (HBurnes 
2004) H. H ayes (2002)H the rationale for the emergent approach stems from the belief that key 
decisions within organizations evolve over time and are the outcome of intertwined cultural and 
political processes. Therefore, it has been argued that successful change projects tend to conform 
more closely to the recommendations of the Lewin model than to other methods H(Grover et al., 
1995). 
THEORETICAL BACKGROUND AND CONCEPTUAL FRAMEWORK 
Transformational leadership has been defined as “the process of influencing major changes in the 
attitudes and assumptions of organization members and building commitment for the 
organization’s mission or objectives” H(Yukl, 1989, p.204). H Since 1980s, a body of theoretical 
work has been developing on the role of transformational leadership in affecting change (e.g., 
Bass, 1985; and HTichy and Ulrich, 1984) H . Other dominant theories of transactional leadership  
refer  mainly to the  relationship between supervisors and subordinates in their day-to-day 
activities (e.g., how this type of leader affects his follower  by  motivation and satisfaction), but 
not necessarily concerned with leadership as it relates to change or specifically how leaders 
effect change in people H(House,1996). H  
 
Literatures such as HBass (1985)H have developed items that are used in describing leaders’ 
behaviors in order to be able to use Burns’ theory. Transactional leadership has three factors 
which are; contingent rewards, management by exception and passive & active). 
Transformational theory has three factors but later changes in the work of H(Bass and Avolio, 
1994) H have further divided one of the transformational factors into two. Thus, becoming a four 
dimension in transformational leadership behavior which include the idealized influences, 
inspirational motivations, intellectual stimulation and individualized consideration. 
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Consequently, for modifications HConger H (1999) noted that it is the impact of the 
conceptualization of leadership through the Multi-Factor Leadership Questionnaire (MLQ) 
which has received more attention in leadership literature than any other contributionH.H  
 
Therefore, the model of transformational and transactional leadership which was 
developed by ( HBass and Avolio, 1985; 2002) H   is related to the organizational change and adopted 
by this study. This model of leadership is a measure of the Multi-Factor Leadership 
Questionnaire (MLQ) and can be categorized into three types of leaders; transactional leadership, 
transformational leadership and laissez-fair. This study takes only the dominant two of the 
leadership styles, which are; transformational and transactional. Pervious researchers on 
leadership have consistently stated that laissez-faire are the least satisfying and least effective 
and efficient styles of leadership H(Bass, 1990b). H He further indicated that laissez-faire leadership 
style is accompanied by having a little sense of accomplishment, little clarity and a little sense of 
group unity. HBass, (1990b) H, HLippit and White (1943H , H1960)H found that this style of leadership 
results in less concentration on work and poorer quality of work. HYammarino et al (1994)H also 
reported that laissez-faire leadership is negatively related to the organization’s performance. 
 
Evidence from the aforementioned has shown that only two types of leadership styles are 
found suitable for the current research. HEisenbach et al (1999) H indicated that leadership and 
organizational change are not well integrated. Hence, this study attempts to make them more 
integrated by studying the relationship between the leadership styles and employee commitment 
to change. HNadler and Tushman (1990) H indicated that various arguments of leadership in context 
of organizational change led to a picture of the special kind of leadership that appears to be 
critical during the times of strategic organizational change. In addition they elaborated that 
strategic organizational change is different from incremental change because incremental change 
only affects some selected components of the organization. Unlike strategic organizational 
change which can affect the whole system of the organization and may fundamentally redefine 
what the organization is or even its basic framework such as strategy, structure, people, and 
process and sometimes can change the core values of the organization. Therefore, based on this 
theory commitment to change is expected to be effected by the two dominant styles of 
leadership; transformational and transactional leadership. 
 
Organizations have to respond quickly to the global forces, since they are immersed in a 
virtual tempest of change regardless of their nature of business (HMing-Chu Yu , 2009, H HBurke, 
2002H ). This is because the organizations need to strive to adapt to the ever increasing challenges 
of their both domestic and global markets. Consequently, in order to respond to demands placed 
on them by their external environments and complex value chain activities, a variety of changes 
in any organization should take place such as process reengineering, continuous improvements, 
restructuring, downsizing and rightsizing (HAhmad & Francis, 2007;H H olbeche, 2005) H. HFoster 
(2008)H argues that change efforts are crucial for organizations to be effective and efficient on the 
current and future life. 
 
It is believed that organizational change is a challenge that all organizations encounter at 
any of its strategic business units. HJick (1999)H claims that no organization can impose change if 
its employees are not showing acceptance of the change. He affirms that change will not be 
effective and valid if employees are not involved the effort. He declares that change is not 
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possible without people changing themselves. The study further stated that while change can be 
managed externally, it would only be implemented when employees accept the change internally. 
H Parish et al (2007) H recommended that the organizational culture and leadership style are very 
important factors that should be taken into consideration in future studies about the employee 
commitment to change. 
 
Following these trends is HJokinen (2005H) that confirms this view and suggested that it is 
necessary to have a right leadership style in the complex and uncertain environment. Therefore, 
this study is linkage the gap between leadership style which is transformational and transactional 


















Employee commitment to change  
 
A strong argument in support of the benefits inherent in employee commitment to change is 
HMeyer and Herscovitch (2001) H that argued that the “core essence” of commitment should be the 
same regardless of the target of that commitment. Based on a review of existing definitions, they 
suggested that commitment, in general, could be defined as “a force that binds an individual to a 
course of action of relevance to one or more targets.” Explaining further, they said “a force that 
binds an individual to this course of action can reflect (i) a desire to provide support for the 
change based on a belief in its inherent benefits (affective commitment to change), (ii) a 
recognition that there are costs associated with failure to provide support for the change 
(continuance commitment to change), and (iii) a sense of obligation to provide support for the 
change (normative commitment to change). That is, employees can feel bound to support a 
change because they (want to), (have to), and/or (ought to) HMeyer and Herscovitch (2002) H. 
However, the researchers have discussed the importance of commitment to the change initiative 
undertaken in an organization.  
For example, H erscovitch and Meyer’s (2002)H research considered as one of the earliest 
studies on commitment to change and they have developed the model of organizational 
commitment H.H They also stressed that ‘‘commitment is arguably one of the most important factors 









targets of commitment could include a number of things such as a supervisor, an organizational 
unit, an occupation, a union, a goal, or any entity or behavior. The current researcher sees the 
importance of employees because they play an important part to make organizational change 
successful (H uy H, 2002). Therefore, the importance of employee commitment to change has been 
supported by many change researchers and they have posited that employee commitment to 
change is an essential part of a successful change implementation (He.g., Fedor et al., 2006H; 
H erscovitch & Meyer, 2002 H; HWanberg & Banas, 2000H).  Similarly, H erscovitch and Meyer 
(2002)H discussed that ‘‘commitment is believed to be one of the most important factors involved 
in employees’ support for change initiatives’’. They emphasized that “without such support, even 
the best-developed plans would fall by the wayside”. H uy (2002) H indicated that employees are 
more likely to be an important factor towards supporting the organizational change when there is 
a sense of trust and attachment to the organization. It also viewed the importance of the 
employee commitment in order to avoid any complacency. In spite of that, there is still lack of 
empirical study attempting to measure the construct, its antecedents and outcomes HCunningham 
(2006)H. 
 
  In addition, commitment to change has been identified as a critical factor in the 
successful implementation of change by many researchers such as HOakland and  Tanner (2007)H. 
Moreover, H erscovitch and Meyer (2002) H have developed an instrument specifically designed to 
measure commitment to organizational change. Affective commitment to change can be defined 
as the desire to support the change or wants to be committed to a target HMeyer and Herscovitch 
(2001).HThey indicated that, when an individual wants to do something, he/she is less likely to be 
influenced strongly by opposing forces. In order to develop the individual’s affective 
commitment to change HMeyer and Herscovitch (2001) H proposed three contributing factors: (1) 
involvement in the target of commitment, (2) shared values (as related to the outcome of the 
commitment), and (3) identification with the target of a commitment. 
 
Transformational leadership  
The category to which the theory of transformational leadership belongs has been referred to the 
as "neo charismatic theory” (H ouse & Aditya, 1997H), or “the new leadership theories” ( HBryman, 
1993H). H ouse and Aditya (1997)H described four ordinary characteristics among these theories. 
Firstly, they tried to explain the achievement of exceptional performance by leaders. Secondly, 
they attempted to explain how certain leaders can induce high levels of motivation, trust and 
commitment among followers. Thirdly, they stressed the symbolic or emotional aspects of the 
appeal used by certain leaders. Fourthly, they specified the effects on followers as increased self-
esteem, motivation and identification with the leader’s vision.  
In addition, HBass (1985)H developed items describing leaders’ behaviors, subjected them to test 
and came up with three factors which he later expanded to four factors, that characterized the 
behaviors and attributes of transformational leaders (HBass & Avolio, 1994H).  Transformational 
leadership as it relates to organizations can be traced back to HWeber's (1947) H introduction of the 
concept of charisma. He defined charisma as authority that is derived from a leader’s exceptional 
powers or qualities as opposed to traditions, rules, positions or laws. H ouse (1977)H indicated that 
personality traits such as self-confidence, motivation to attain and practice influence and strong 
conviction in the ethical rightness of his/her beliefs characterize an effective charismatic leader.  
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The most common aspects of a leader’s behaviour are shared by different treatments of 
transformational leadership (HSashkin, 2004 H).  
Other factors are personal reliability that causes followers to trust, admire and identify 
with the leader (H ouse, 1977H; HYukl, 1989 H); the intellectual stimulation of followers (HBass, 1985H); 
and paying attention to followers’ needs (HBass, 1985 H). Transformational leadership can be seen 
as both an individual-level and as a grouper work-unit-level variable. At the individual level, it 
would reflect careful stimuli differentially aimed by the leader at multiple followers, whereas at 
the group level would reflect a close motivation that is shared by or experienced by all group 
members ( H ackman, 1992 H). The current research focuses on how leadership styles 
(transformational and transactional) are related to employees' commitment to change, so that 
transformational leadership can be conceptualized as a work-unit level variable.  
This study will examine the relationship between leadership styles (transformational and 
transactional) and employees’ commitment to change and organizational culture. Although 
researchers have found a positive relationship between the extent of transformational leadership 
and employees’ commitment to change ( He.g., Herold et al.,  2008H ; H uen Yu et al.,  2002H ), there 
has not been a great deal of research evidence concerning the relationship between 
transformational and transactional leadership styles and   individuals’ commitment to change  
through organizational culture.  HBurke (2002)H pointed out that the impact of leadership on 
organizational change was not clear from the literature. He concluded that it seems sensible to 
assume that because there is increasing evidence that leaders affect organizational performance 
in general and they should have an impact on organizational change in particular.  
However, transformational leaders greatly influence all aspects of the organizational cultures 
they operate in (HCarlson & Pamela, 1995H), an indication of their expected influence on 
employees’ commitment to change. It is suggested that regardless of the commitment target (e.g. 
organization, career, occupation and organizational change), basic processes are involved in the 
development of affective, continuance and normative commitment (HMeyer & Herscovitch, 
2001H). Affective commitment is developed when: a) involvement strategies are used, b) a 
recognition of the value occurs, c) an individual derives identity from the target and d) associates 
with it. Continuance commitment is developed when there is no substitute other than the target. 
Normative commitment is developed when individuals receive benefits that make them need to 
reciprocate. If these techniques of commitment formation are applicable to the context of 
organizational change, it is reasonable to be expecting transformational leadership to have 
positive effects on affective and normative commitment and continuance commitment to change. 
HYu et al (2002) H studied the effect of transformational leadership on teachers’ commitment to 
change in Hong Kong primary schools. They summarized commitment to change as a group of 
personal goals, capacity beliefs and context beliefs. They found a significant effect of 
transformational leadership on commitment to organizational change. Since transformational 
leaders by definition construct bonds through individualized consideration and idealized 
influence and work towards a mutual vision of the future through inspirational motivation and 
intellectual stimulation, employees may experience higher affective and normative commitment 
and continuance to organizational change. Based on the above and many other supporting 
arguments in the extant literatures, this research hypothesizes that: 
H1. There is a positive relationship between transformational leadership and employee’s 
affective commitment to change   
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Transactional leadership  
HBass (1985)H indicated that transactional leaders prefer operating within the current system or 
culture, tend to avoid risk and rely on organizational rewards and punishments to motivate 
employee performance. He describes transactional leaders as cost-benefit oriented, where they 
focus on rewarding efforts and ensuring that behaviors are up to expectations (HBass and Avolio, 
1994H). Transactional leadership behaviors include three factors in the Multi-Factor Leadership 
Questionnaire (MLQ). The first factor is contingent reward, which refers to a swap agreement 
between leader and follower. The other two factors are active and passive management by 
exception. These are corrective leadership behavior. While in the dynamic form the leader 
actively monitors subordinates’ performance and corrects any mistakes, in the passive form, the 
leader does not monitor but waits for mistakes to happen and then takes action.  
HAvolio and Bass (2002)H suggested that contingent reward is reasonably effective, though 
not as effective as the transformational components in motivating others to achieve higher 
performance levels. They also argued that management by exception tends to be ineffective, but 
in some situations, it may be suitable. In a meta-analytic review of the literature on the MLQ 
instrument, HLowe and Galen Kroeck (1996)H found that the contingent rewards aspect of 
transactional leadership is to be positively correlated with employees’ perceptions of 
effectiveness. Management by exception was found to be weakly correlated with effectiveness, 
and negatively correlated but found to be statistically significant. 
In relation to employee response to change initiatives, a study of leadership effect on 
Total Quality Management (TQM), behaviors and policies suggested that management by 
exception leadership behaviors are likely to result in hesitation on the part of the followers to 
take risks associated with change efforts or other improvement initiatives (HSosik & Dionne, 
1997H). 
  Therefore, one would expect that the more frequently a change leader practices 
transactional leadership the less likely an employee would subscribe to the change goals, 
resulting in adverse effects on their affective and normative commitments to organizational 
change. On the other hand, Continuance commitment is developed when the perceived cost of 
not following directions is high and there is no alternative to individuals other than to obey 
H(Meyer & Herscovitch, 2001) H. The employee can still be engaged with the change 
implementation not because they want to but because they have to. In this situation, transactional 
leadership is expected to be associated with employee commitment to organizational change. 
Based on above argument it can be hypothesized as following: 
Based on the above and many other supporting arguments in the extant literatures, this research 
hypothesizes that: 
H.2 There is a negative relationship between transactional leadership and employee’s 
commitment to change. 
Organizational Culture 
HPeters and Waterman (1982) H suggested that organizational culture has a considerable influence in 
organizations, particularly in areas such as performance and commitment. Maintaining 
commitment during the uncertainty that is associated with the transition period is very important 
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because it changes an internal part of organizational culture (HNarine & Persaud, 2003H).  
Organizational commitment starts with a firm belief in the acceptance of the organization's goal 
and values (Hporter et al.,1974H). The internalization of organizational values should create a strong 
belief in these values, consequently creating a perception of individual commitment to the 
organization. Commitment is an essential outcome of internalization, as it helps ensure a stable 
population that is likely to maintain and continue the culture (HRitchie, 2000H). Employees with a 
positive predilection and belief about change will enhance a firm’s capability to change (HLau et 
al., 2002 H; HTripsas and Gavetti, 2000 H). However, employee commitment to change is reinforced 
by the culture of the firm ( HDeter et al., 2000H; HLau et al., 2002H). HLau et al (2002)H indicated that 
firms with a flexibility orientation (i.e. group and developmental cultures) have a higher 
prominence and valence about change.  
Up to date, it appears that there has not been a research to examine the relationship 
between organizational culture as moderator between leadership style and commitment to 
change. So far, researches have focused mainly on the relationship between organizational 
culture and organizational commitment. Some other studies focused on the relationship between 
the content of organizational culture and the affective outcome of their members. HQuinn and 
Spreitzer (1991) H; and HCameron and Freeman (1991) H have reported findings that organizational 
culture characterized as people-oriented, supportive and personal were associated with positive 
effective outcome including job satisfaction and organizational commitment (H arris and 
Mossholder, 1996H). HOdom et al (1990)H found that the bureaucratic nature of the work 
environment neither improves nor distracts from an employees' commitment and satisfaction. 
They also suggested that innovation-oriented cultures might be associated with similar positive 
affective outcomes. The two important components of leadership styles (transformational and 
transactional) and organizational culture are not independent of each other. Research has shown 
that there is a constant relationship between leadership and organizational culture (HBass & 
Avolio, 1993H; HBerrio, 2003; H HParry, 2002 H). HBlock (2003)H declared that 24 to 30 percent of the 
difference in employees’ perceptions of culture could be caused by the leadership style of their 
immediate supervisor.  
These leaders help in; changing the culture of an organization and influencing the 
employee’s perception of that culture. Additionally, leaders who have the capability to influence 
culture need to be aware of the culture in which they are operating or they will not be effective. 
HBass and Avolio (1993)H found that effective leaders need to be attentive to beliefs, values and 
assumptions in an organization, in short the culture, by having  higher levels of emotional 
intelligence, theses  leaders can understand the emotions of followers and the influence of 
organizational culture on the situation. Furthermore, H art and Quinn (1993) H found that managers 
are more effective when they are culturally complex. They have more tools to deal with different 
situations and they adapt to different competing values. Consequently, effective leadership 
requires a range of leadership techniques and skills. It may be noticed that leaders who identify 
and understand the present culture, and are also familiar with leadership styles are more effective 
in distinct cultures and will be more successful. Therefore, it is important to know how the two 
dominant leadership styles are associated with organizational culture and how organizational 
culture is moderating the relationship between leadership and employee commitment to change. 




H.3 Organizational culture is positively moderated between the transformational leadership and 
employee affective commitment to change. 
H4.Orgainzational culture is positively moderated between the transformational leadership and 
employee affective commitment to change. 
CONCLUSION, LIMITATIONS AND DIRECTIONS FOR FUTURE RESEARCH 
The past decade has seen employees seeking to stable status for their organization, but during 
this rapid of change, the organization management has to respond quickly to this change. Once 
the management goes for change some challenge face that change such as resistant to change or 
not really commitment to the change from the employee. However, the previous research had 
declared that, leadership style especially transformational and transactional leadership is one of 
the main factors which can enhance the employee commitment to the change. Lastly, 
organizational culture has been established as playing an important role in organizational change. 
 Importantly this current study has studied employee affective commitment to change, 
which constitute one of the three dimensions of employee commitment to change as 
conceptualized by H erscovitch and Meyer (2002) H, our suggestion is that future researchers 
should study the other two dimensions either in Yemen or any other environment. Secondly, the 
findings in this study cannot be generalized given that we did not carry out any empirical data 
gathering that will assist in quantitatively testing the proposed relationship. Therefore we 
encourage future researchers to empirically test the existence of the proposed relationship. 
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